INTRODUCTION
he phenomenon of the Born Global firm first appeared in the business literature over a decade ago. McKinsey & Co. (McKinsey & Co. 1993) were the first to identify a group of Australian manufacturers who were exporting just two years after establishment. Typically these manufacturers were producing high value-added products and had not developed a strong home market. This seminal report sparked interest in the business research community and a growing number of researchers are giving attention to the area of the Born Global firm.
The purpose of this paper is to study the Born Global entrepreneur within the context of an emerging market. To date, the studies undertaken of the Born Global phenomenon have focused on industrial economies -the natural birthplace of the Born Global firm given their emphasis on manufacturing and process innovations. As the governments of emerging economies institute the structural changes necessary to more fully participate in the global marketplace, the opportunities for Born Global firms will increase and the likelihood of these types of firms forming in emerging economies will increase as well. This paper presents a conceptual explanation of a person who would establish a Born Global business within the context of an emerging market. The characteristics of him/her in terms of the knowledge and behaviors required to start a business in an emerging market and be successful in the global marketplace are examined. All emerging markets are not equal. The pace of growth and level of development are important factors in the feasibility of starting a Born Global firm. The issues facing the Born Global entrepreneur are also discussed.
INTERNATIONALIZATION AND THE BORN GLOBAL FIRM
The internationalization process of firms has been the topic of extensive research in the field of international marketing. Two stage-method models of internationalization have surfaced. The Uppsala internationalization model (Johansen and Vahlne, 1977 ) and the innovation-related internationalization (I-M) models (Cavusgil, 1980 , Bilkey & Tesar, 1977 consider the internationalization of firms to be a gradual process. These models contend that firms become international in a slow and incremental process. This measured and deliberate pattern is due to a lack of knowledge about foreign markets, risk-avoiding management, perceived uncertainty or other similar braking factors. The theories diverge in their analysis of the internationalization process. The Uppsala model sees internationalization as an organizational learning process. The I-M model sees internationalization as an innovation of the firm. The stage approach to internationalization has been well documented and finds support in business practice. However, these models are insufficient to describe the growing number of firms that are providing goods and services globally from birth -the Born Global firm. . The internationalization methods of these small firms are completely dissimilar to that of firms normally monitored in the earlier period. The way these small firms follow to export their products is different from as explained in existing internationalization theories namely the stages model. As pointed out by Hadjikhani and Johanson (2002) , the stages model is still considered as able to explain the internationalization process for firms.
Over the past 15 years, there have been an increasing number of researches done to study the internalization of newly established companies which implement a global strategy from their inception that is not consistent with the traditional expectations (Knight, 1997; Oviatt and McDougall, 1994) . Knight and Cavusgil (1996) have stated that "the new phenomenon presents an important new challenge to traditional internationalization theory." Cavusgil (1994) goes further and claims that "gradual internationalization is dead". Such companies have been named as Born Globals by (Rennie, 1993; Knight & Cavusgil, 1996; Madsen & Servais, 1997) , Global Start-ups by , High Technology Start-ups by (Jolly, Alahuta & Jeannet, 1992) , Infant Multinationals by (Lindqvist, 1991) , Instant internationals (Preece, Miles & Baetz, 1999) and International New Ventures by (McDougall, Shane & Oviatt, 1994) . In this paper, we prefer to use the term "Born Global".
The concept of born globals was first used by McKinsey while doing a survey for the Australian Manufacturing Council (McKinsey & Co., 1993). In this study, a born-global firm were defined as "one which views the world as their marketplace from the outset; they do not see foreign markets as useful adjuncts to the domestic market". According to Cavusgil & Knight (1997) , Born Global firms are generally small, have less than 500 employees and their annual sales are under $100 million. These firms begin exporting one or several products within two years of their establishment and tend to export at least 25% of total production. Cavusgil and Knight"s (1996) definition of the Born Global firm makes sense within the context of a developed and large economy. A less aggressive model may be more appropriate for an emerging economy. A Born Global firm within this context will likely have annual sales of less than $50 million, less than 500 employees and achieve a 25% export rate no earlier than three or four years after the inception of the firm. The ability to raise capital, develop networks and understand targeted niche markets will take longer. Information may be available as quickly in an emerging economy as it is in a developed economy, but the path to fully exploiting that information has a set of roadblocks specific to the emerging market environment. Thus, the ability to achieve the higher end of less than $100 million in sales and export 25% of production within two years may be an impossible marker for the emerging market Born Global firm. As noted by Gartner (1985) : Firms studied early in the phenomenon showed a reliance on advanced technology and found market advantage through product or process innovations (Cavusgil & Knight, 1997) . A narrow definition of the born global firm as a manufacturing concern is limited in scope. Over time, more and more non-manufacturing firms will fit the definition of "born global" . Born Global firms operate in knowledge-intensive environments and give little or no attention to their home market (Bell, McNaughton, Young & Crick, 2003) . Hence, building a sizable home market advantage is not a part of the firm"s strategy. All resources are devoted to the international marketplace. The nature of the firm departs from traditional internationalization models in nearly every way possible. The firm"s motivation is driven by a globally committed management and their desire to serve small, dispersed niche markets; the development of more and more dispersed niche markets is expected to grow. The firm"s expansion patterns and pace of expansion are both rapid and multidirectional -penetration of multiple markets simultaneously is common, if not expected because of the size of the niche markets (Bell, McNaughton, Young & Crick, 2003) .
With this definition of the Born Global firm, is it suitable for an emerging market? Can it be fully applied within that context? Andersson and Victor (2003) feel that nations with small domestic markets have a higher propensity to generate Born Globals than firms in nations with large domestic markets. Although the first cases of the Born Global involved high-tech and/or manufacturing, Born Globals from smaller economies/countries are found in a variety of industries (Andersson and Victor, 2003) . Given the more limited technology capabilities and manufacturing facilities available in an emerging market, entrepreneurs from these economies will certainly find alternative avenues to build Born Global firms.
MOTIVES AND CHARACTERISTICS OF BORN GLOBAL FIRM
Motives for the rapid internationalization of 'born global' firms are numerous. Knight and Cavusgil (1996) indicated different factors facilitating the Born Global expansion. The increasing role of niche markets and greater demand for specialized or customized products is one of the most important factors. Shorter product life cycles is another factor causing born global firms to adopt an international perspective regardless of their age and size (Ohmae, 1990 and Oviatt and McDougall, 1997). These factors together have helped SMEs to consider exporting their product and getting internationalize in their early age. Other important factors triggering the emergence of Born Global firms are significant advances in the production, transportation and communication areas, the increased importance of global networks and alliances, and more elaborate capabilities of people, including those of the founder/entrepreneur who starts early internationalizing firms (Knight and Cavusgil, 1996 As Knight and Cavusgil ( 2004) , Born Globals are emerging in substantial numbers worldwide, and likely reflect an emergent paradigm, with the potential to become a leading species in the ecosystem of international trade. In this sense, the born-global phenomenon is heartening because it implies the emergence of an international exchange system in which any firm, regardless of age, experience, and tangible resources, can be an active international business participant. Although large global corporations and the negative aspects of globalization often dominate reports in the popular press with respect to the emergent world order, the increasing role of born globals implies a more optimistic view. In relative terms, born globals might be seen to herald a more diverse international business system in which any firm can succeed internationally. Future research should aim at deepening our understanding of early adopters of internationalization, which represent a widespread, ongoing trend.
Looking beyond a simplistic evaluation of success based on profits only, Oviatt and McDougall (1995) identified seven characteristics of successful global start-ups:
1.
A global vision exists from the beginning that is easily communicated to others in the firm. Before a firm can be global it must think global.
2.
Managers have prior international experience. Understanding of letters of credit, exchange rate risks and communication and cultural difficulties are necessary. 3.
Strong international business networks. The network identifies opportunities, gives advice and assists in negotiations.
4.
Preemptive technology or marketing is exploited. Born Global firms overcome economies of scale handicaps by having a distinctively valuable product or service.
5.
A unique intangible asset is present. Sustaining the uniqueness of the product or service, usually through special knowledge or know-how, is important. 6.
Product or service extensions are closely linked. Continual innovation allows the small firm to continue to exploit its niche market.
7.
The organization is closely coordinated worldwide. A strong top management team ensures that R&D, procurement, production, marketing, distribution and sales are coordinated no matter how distant their physical locations.
Of 12 companies Oviatt & McDougall (1995) studied, nine were still in operation or had been acquired two years after the study was conducted. The most important characteristics associated with success were global vision, international experience and a strong network. These characteristics were present in the successful firms from the beginning. Lack of a strong network, poorly functioning technology and lack of a unique intangible asset were cited as the cause of failure for the three firms no longer in existence.
EMERGING MARKET CHARACTERISTICS AND BORN GLOBAL FIRMS
Beginning in the 1980"s, continuing through the opening of the Soviet bloc, and flourishing during the economic boom of the 1990"s, global networking and global integration reached an unprecedented level of interconnectedness and dependence. At the state level, trade barriers are falling and international governing bodies like the World Trade Organization wield unprecedented influence. At the firm and individual level, consumer preference has converged in such a way that industries no longer need to think local but must act global (Yip, 2003) . This convergence has certainly proven to be a boon to developed economies and multinationals alike. Two hundred years after Adam Smith"s observation, developing markets are still in the process of taking advantage of the convergence of foreign commerce.
The World Bank uses level of income as the primary indicator of an economy"s strength. Gross Domestic Product (GDP) is used to categorize countries into one of four categories. Countries falling into the lower middle and the upper middle ranges are prime candidates for the name "emerging market." GDP can be misleading as it does not take into account underground markets and exchange rate movements affecting comparison of GDP"s in US dollars. Several key indicators, including GDP, give roundness to the definition of an emerging market and allows for a clear picture to surface. Growth rates, stage of development, and stability -or lack of it -taken together contribute to a useful definition of emerging markets (Olsson, 2002) .
Emerging economies have typically been marked with rapid growth. Although several countries suffered during the late 1990"s and early 2000"s with currency crises, many others, notably China, continue to grow at breakneck speed. Increased transparency, deregulation, privatization of state enterprises, a burgeoning middle class, availability of consumer goods and the existence of financial markets all contribute to a countries stage of development. Lack of stability, either economically or politically, is common for most emerging markets. Countries experiencing political upheaval are hard-pressed to control their economy; countries without deep economic strength find it impossible to defend themselves against external threats.
Any country considered "developing" is not necessarily an emerging market. Some stand out as having advanced more quickly and made many of the necessary structural changes to ensure economic growth. These countries are poised for greater integration on the world stage. For the Born Global entrepreneur, these countries potentially offer the greatest opportunity for this type of firm. Broadly, the factors that make these countries attractive are their large populations, large resource bases, large markets and the fact that all of them are regionally powerful with strong geopolitical significance. These countries are actively seeking participation globally, both politically and economically, and acquiring the latest technologies in order to advance their global competitiveness. With the exception of communist China, all of these countries are struggling to build democratic institutions impervious to internal collapse. Their efforts to open their economies have occurred at different rates but all are working to transform state-run enterprises, develop economic policies of openness that spur competition and balance their budgets. Of course, there are many other developing countries that are regionally powerful with large resource bases, Russia for example, but the promise of legal, political and structural changes has not yet been borne out. The potential is there, but reality warrants caution when considering where to establish a Born Global firm.
The opportunities for Born Global firms in the next 10-15 years will grow for all countries but may grow exponentially in emerging markets. The most important emerging markets such as China, India, Mexico, Brazil, Turkey will be poised to capture most of that growth because they have done the difficult and, at times controversial, economic structural changes and reforms in order to take advantage of the global marketplace.
As noted by Bruno and Tyebjee (1982) , facilities, transportation and living conditions in emerging economies all support the development of entrepreneurship in these countries. Collectively, these countries have spent billions on projects involving telecommunications, energy, transportation, water and sanitation, all with the assistance of the private sector. In the six year period from 1996 to 2002, Brazil and China invested almost half the total amount for all countries.
Developing economies can take part in the electronic commerce revolution by enacting regulations similar to those required for international trade, namely, an open economy that encourages competition. Internet use is expected to rise faster in developing countries over the next ten years than it will in industrialized nations. For Born Global firms, the Internet gives virtual proximity to industrial markets and reduces costs associated with business transaction. Liesch and Knight (1999) note the acquisition of appropriate knowledge is fundamental to successful market entry abroad, particularly for resource-constrained small firms. This information can be found on the Internet. In an example from the developed world noted by Oviatt and McDougall (1994) , a software company in Australia with clients primarily in the US, allows purchasers to download their product directly from their website. Clients may receive the software via traditional methods if they choose but the ease and quickness of the download naturally makes this the preferred method. The ability to connect to the world from anywhere at anytime, distribute goods and services on demand and facilitate business transactions with very little cost gives entrepreneurs in developing countries a great opportunity to participate in the global marketplace.
Networks have been noted as an important element of the development of a Born Global firm (Gray, 1997).
Networks, formal and informal, exist in all cultures and are a primary method of facilitating market transactions. Formal and informal networks share information about business opportunities, market barriers, and potential partners. The informal network serves a much more important purpose for developing economies where credit-rating agencies or chambers of commerce may not be available for screening of potential partners.
The ability for firms to enter and exit the market without oppressive regulations promotes growth and entrepreneurship. Developing countries generally require more procedures to start a new venture and subsequently, require a longer time horizon for full implementation of the new firm. This increases the cost of starting a new venture and encourages development of an underground economy as entrepreneurs seek faster, less bureaucratic methods of new business development.
As developing economies liberalize, they will be able to capitalize on more than just natural resources and labor advantages. Innovations will occur not only in developed nations but also in the most advanced developing countries. The ability to take advantage of the niche markets inherent in the Born Global phenomenon will become faster, easier, and less expensive.
Bruno and Tyebjee (1982) have identified twelve environmental factors that stimulate entrepreneurship. The presence of all of these factors is not necessarily required for entrepreneurship to exist, but the presence of many of them encourages greater levels of entrepreneurship and, in turn, economic growth. The twelve factors are: 1. venture capital availability, 2. presence of experienced entrepreneurs, 3. a technically skilled labor force, 4. accessibility of suppliers, 5. accessibility of customers or new markets, 6. governmental influences, 7. proximity of universities, 8. availability of land or facilities, 9. accessibility of transportation, 10. attitude of the area population, 11. availability of supporting services, and 12. living conditions. Developing nations can enact policies that support an increase in entrepreneurship, especially globally oriented entrepreneurship, and the establishment of entrepreneurial firms.
ENTREPRENEURIAL ORIENTATION
Many studies in the literature investigate why some small and medium sized firms get involved in international activity shortly after their inception (e. Is entrepreneurship a set of personality traits and behaviors or the processes and actions associated with the founding of a firm? The academic community has been trying to answer this question for some time. The trouble with explaining who (or what) an entrepreneur is stems from the multiple definitions of entrepreneurship. Various approaches have been taken since the field of entrepreneurship entered the business research vernacular -everything from individual traits to firm strategy has been considered the most appropriate unit of analysis. For the purposes of this paper, the unit of analysis is the individual. Bygrave & Hofer (1991) define an entrepreneur as a person who perceives opportunity and creates an organization in order to pursue that opportunity. Gartner (1985) was one of the first to suggest that entrepreneurship is the result of individual traits (need for achievement, locus of control) activating a set of behaviors (locating a business opportunity, accumulating resources, etc.) that are interacting with the environment. An individual"s entrepreneurial orientation is composed of personality traits (the internal environment), perception of the external environment (cognition) and actions or behaviors (manifestation of the internal into the external environment).
The personality traits most frequently associated with entrepreneurship are achievement motivation, locus of control, and propensity for risk-taking. McClelland"s (1961) theory of the need to achieve and Rotter"s (1966) internal locus of control are commonly applied in the study of entrepreneurship. According to McClelland, individuals with a high need to achieve want to solve problems, set targets and strive to meet those targets. Preference for challenge, acceptance of personal responsibility for outcomes and innovativeness are all associated with high need for achievement. Individuals with a strong need to achieve frequently find their way to entrepreneurship and are more successful in their ventures. Rotter"s (1966) internal locus of control expectation is related to learning and supports active striving. Internal control refers to control over one"s own life. Individual actions are dependent upon one"s own behavior or one"s own personality characteristics. Those with a strong internal locus of control do not feel controlled by luck or chance; their actions and the result of those actions are under their command.
Risk-taking propensity -the perceived probability of receiving the rewards associated with success of a proposed situation -is also a common trait identified in the literature as unique to entrepreneurs but is also more controversial than need for achievement and internal locus of control (both of which enjoy controversy within the literature). Mill (1891) was the first to bring the term "entrepreneur" into general use. He believed that direction, control, superintendence and risk-bearing were distinctly entrepreneurial functions. Although there is agreement that initiating a new venture can be a risky move, empirical support for risk-taking has been hard to come by. Brockhaus (1980) found that the risk-taking propensity of entrepreneurs is no more prevalent than in the general population. He found that moderate levels of risk are desired by entrepreneurs, but this is not incongruent with the general public. This dilemma, that entrepreneurs take risks but do not have a higher risk propensity, has yet to be resolved. Shaver & Scott (1991) voiced skepticism at the methodology used to assess risk-taking propensity. They asserted that the scale used to measure risk was not designed to be used in this manner and, therefore, could not correctly measure the actual risk-taking propensity of entrepreneurs. This has led to a new take on risk-taking propensity and the way in which entrepreneurs look at risk. It boils down to this -entrepreneurs perceive risk differently because they use biases and heuristics (speculative formulation) to filter their decisions (Busenitz, 1999) . Consequently, entrepreneurs fail to fully comprehend or fully acknowledge the level of risk associated with launching a new venture. This is an area requiring further research. Although the academic community has yet to find a direct link between risk-taking propensity and entrepreneurship, there is agreement on the fact that creating a new venture does involve risk. The entrepreneur"s use of cognition heuristics in order to suppress the inherent risk of launching a business mediates between the internal (personality traits) and external (action/behavior) environments. Mitton (1989) suggested there are nine observable patterns of conduct (behaviors) that contribute to entrepreneurial success. The "complete" entrepreneur, as he called it, has a big picture perspective, spots unique opportunities, makes a total commitment to their cause, sees a need for total control, views their actions in a utilitarian rather than moral dimension, are comfortable with and even welcome uncertainty, use their contacts and connections to open doors, embrace competence, and possess a special know-how. Mitten does caution, however, that these behaviors are exhibited by seasoned entrepreneurs. New entrepreneurs can model these behaviors to ensure greater success with their ventures. This leads to Propositions 1 & 2:
Proposition 1: Entrepreneurs with high need for achievement in the global arena will found globally oriented firms.
Proposition 2:
Entrepreneurs who found globally oriented firms will perceive their behavior as no more or less risky as the founding of a domestic firm.
THE PROACTIVE PERSONALITY
The proactive personality plays a key role for the entrepreneur operating in the context of an emerging market. A proactive personality is not constrained by situations and creates environmental change (Bateman and Crant, 1993) . If an entrepreneur believes their environment is concrete and measurable (such as a developed, secure economy) analysis and data collection is used to discover the best possible strategy. On the other hand, a nondeterministic view of the environment invokes intuition, rule breaking, and qualitative factors to achieve success. (Becherer and Maurer, 1999) . In a fuzzy environment, such as an emerging economy, the nascent entrepreneur may not follow a linear path to success. The ability to intuit ones environment and adjust accordingly, dodging the bullets as it were, may prove a more necessary attribute than an advanced ability to collect and analyze data. A fuzzy environment requires an ear-to-the-ground approach.
A proactive personality reflects the individual"s orientation toward the environment. A proactive entrepreneur will scan for opportunities and takes a bold and aggressive approach to the market (Becherer and Maurer, 1999) .
The nature of the Born Global firm is one of scanning for opportunity and being aggressive in the marketplace. Bateman and Crant (1993) conceive of proactive behavior as a process that is foreactive more than counteractive, transcendent more than acquiescent, a means of primary more than secondary control, and as agency more than passivity.
The desire to overcome an environmental problem is directly related to proactivity, the extent to which people take action to influence their environment (Becherer and Maurer, 1999) . The global entrepreneur must have a strong desire to surmount the structural limitations of an emerging economy and high levels of perseverance. This leads to Proposition 3: Proposition 3: The more proactive the entrepreneur, the more perseverance the entrepreneur will exhibit in overcoming the environmental conditions of an emerging market.
BORN GLOBAL ORIENTATION
Over the years, the development of a set of characteristics described as a global orientation has been identified. The global entrepreneur in an emerging market will most certainly have a strong global orientation. Dichtl, Koeglmayr and Mueller (1990) first identified the "Foreign market oriented" exporter amongst a group of mostly domestic-oriented German small to medium sized firms. They found these managers experienced less psychic distance to foreign markets because they traveled more; had more education and were more proficient in a foreign language; did not feel job-related assignments abroad would have a negative effect on career and family; were less risk averse, adaptable and willing to change; and had a positive attitude toward exporting as a business strategy. Gray (1997) describes global orientation as the awareness of and commitment to exploiting international business opportunities. Cavusgil and Knight (1997) have shown that managers of global firms have a bundle of global dispositions and competencies. These managers are expected to exhibit higher levels of risk tolerance in ambiguous situations such as those involved in internationalization (Cavusgil and Knight, 1997) . Creating opportunity, and having and maintaining a positive attitude toward globalization is a direct extension of the experiences of global managers (Harveston, Kedia and Davis, 2000) . This bundle of experience includes international work experience, extensive international travel and schooling outside of the home country. Managers with these types of experiences tend to be more familiar with the foreign market conditions and opportunities available than managers without such experience (Harveston, Kedia and Davis, 2000) and are more likely to successfully enter a foreign market.
Physical presence is important. Managers with overseas responsibilities who remain in their home countries do not develop the same depth of understanding as managers who are required to live internationally. Managers with greater international business experience will also acquire the knowledge and skills to overcome culturally-related entry barriers (Gray, 1997) . The ability to absorb and utilize information allows a small firm, like a Born Global, to level the playing field when faced with financial restrictions. Information can overcome a lack of resources (Liesch & Knight, 1999) . The Born Global entrepreneur, in having these international experiences, is able to build social and business networks to gather reliable information on market conditions and opportunities. The network, in providing information, supports the entrepreneur and allows the firm to overcome resource constraints. By accumulating international experience, the ability to build networks and relationships is strengthened (Oviatt, McDougall, and Phillips, 1995) .
The ability to free the business from a single country or culture is a key element of the Born Global, and a key element of the founders thinking. A firm that is intrinsically "American" or "German" has rooted itself in a specific culture and place. The Born Global firm has freed itself from this type of identity. The global founder does not think of the firm in terms of it"s "-ness." Founders and managers of these firms develop geocentric (worldcentered) mindset through international experiences and have interest in the world at large. This leads to Propositions 4:
Proposition 4: Entrepreneurs with a strong global orientation are more likely to found a Born Global firm.
CONCLUSION
Doing business in an emerging market is, quite simply, risky. Multinational corporations from developed markets expose themselves to risks the firm may not be capable of handling. Domestic corporations, having exploited their smaller home markets, may be in a position to compete globally but may find the resources they need isn"t available. Skittish foreign investors may not take the chance on an emerging market firm and home market investors may not have the capital needed to launch a global effort.
Nevertheless, emerging markets present opportunities for Born Global firms whose founders have the above mentioned characteristics such as high need for achievement, proactive personality and global orientation. These entrepreneurs possess what is necessary to become successful in the turbulent and risky business environment of the emerging economies. Still, it should be noted that further examination of the Born Global entrepreneur is needed to better understand their driving forces in such environments.
